This chapter discusses the understandings, practices and influences upon management in 
INTRODUCTION
Mongolia, one of the last remaining nomadic countries with its rich mineral deposits of coal, copper, gold, uranium and rare earths, estimated at 2.75 trillion USD, is considered to have high potential investment opportunities. Since the beginning of transition from a socialist to a democratic regime in 1991, Mongolia has opened its borders to the rest of the world and the country's economy has experienced tremendous changes. It became the world's fastest growing economy with 17.5% GDP growth in 2011, and yet had the world's worstperforming currency in 2016, when it lost approximately 7.8% of its value within a month (e.g. Kohn 2016) . Volatility in the local economy and politics has led to a slowdown in That speed of structural change, however, had unintended consequences. Mongolian people became exposed to privatization and a free market economy overnight, but had no prior understanding of the principles of capitalism or skills to engage with the stock exchange. Furthermore, the reduction of government price controls meant that prices rose dramatically, and in 1992 inflation topped 325%. Industries began to suffer, businesses went bankrupt and the level of unemployment rose accordingly. 
X.2.4 Moving Forward
Altogether, over the past 25 years Mongolia has undergone a range of multi-faceted transformations that have changed the landscape of its business environment, and have given rise to unprecedented opportunities and challenges for both local businesses and international partners and investors. As the country continues along the trajectory of transition, it is important for both management scholars and practitioners to develop an understanding of In addition, four CEOs were shadowed for three days each to gain detailed knowledge of their management methods and how they engage with the internal and external factors that influence their roles. 
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• Mongolia 2 On the job training n/a n/a a) 'Socialist era managers': the first group of managers, who defined themselves as a 'product of socialism' or 'red socialist managers'. They were trained and had management experience prior to 1991, when Mongolia was a socialist country. Members of this group tended to be older than participants categorized under either of the remaining two groups.
However, it is difficult to set an exact age criterion for them as university graduates at the beginning of the 90s were still taught the same curriculum as before transition. Broadly, this group tended to be aged from the mid-40s upwards and trained primarily in former Socialist countries, such as Bulgaria, Czechoslovakia, Poland and Russia. The paramount reason for studying in these countries was to promote brotherhood relations between socialist countries and learn to build socialism based on each other's best practices. b) 'Transitional era managers': the second group of managers, whose training and work experience took place after the socialist period. They defined themselves as 'people of business' and tended to be younger than the first cohort of managers. Many of them were educated abroad and had business and management degrees obtained at a university. This was in contrast with 'socialist era' managers, who held mainly technical-related degrees.
Transitional era managers were more likely to attend management related training and workshops, and generally worked in the private sector. c) 'Non-native Mongolian managers': the third group of managers, who have settled in Mongolia by choice since 2003 and at the time of the interviews were involved in managing local businesses. They were not categorized using age or previous work experience as the only criterion used in this case was geographical. Non-native Mongolian managers defined themselves as 'people and business developers' and have worked for international or local companies for a minimum of three years. While they did not constitute an ethnically homogeneous group, their shared views are presented as 'non-native Mongolian' without specifying their nationality.
The interviews started with 'demographic' type questions to explore whether participants had any experience of being a manager during socialism or had studied or worked abroad. These initial questions were followed up by asking about the participants' experiences and opinions on the difference between being a manager in the past and at present. Subsequently, practices-related questions were posed to discover the participants' approaches to managing. The interviews were concluded with enquiries about participants' perceptions of future management practices, the workforce and business environment in Mongolia. All general questions were followed by 'presupposition questions', as described by Patton (2002, 369) . He suggested that their value lies in allowing the participant to say something within their own time and space without persuasion and may bring valuable insight to the research.
The nature of the interviews was narrative and drew on references to participants' experiences. It was common for managers to tell stories of how their organizations were managed during socialism or what they had learnt from their upbringing in the countryside or education abroad. Most interviews with local managers were conducted in Mongolian, although it was surprising that a few younger managers who had studied and worked abroad preferred for the interview to be conducted in English. All interviews with non-native Mongolian managers were conducted in English. It was common for certain phrases and expressions in Russian to be used by the older manages, who had been educated in former soviet countries. As the researcher conducting the interviews is a native Mongolian and a fluent English and Russian speaker, switching between languages did not interrupt the flow of the interviews.
The empirical data collection resulted in over 1000 pages of text which was coded and analysed using first an early data analysis approach adapted from Glesne (2011) , and second, a narrative analysis approach (e.g. Cassel and Symon 2011; Czarniawska 1998; Feldman et al. 2004; Gertsen and Soderberg 2011; Miles et al. 2013; Riessman and Quinney 2005) , supported by the use of NVivo software.
X.4 MONGOLIAN MANAGEMENT: PRACTITIONERS' PERSPECTIVES
The empirical material provides rich evidence of Mongolian senior management practitioners' understandings of the concepts of manager and management, and of the activities and roles carried out by managers in the Mongolian context. Narratives of the three cohorts of managers, namely 'socialist era', 'transitional era' and 'non-native', highlight both similarities and differences in participants' views. This section first introduces participants'
understandings of notions such as 'manager', 'management' and the roles for which, according to the senior management practitioners interviewed, managers are and should be responsible. This is followed by a section discussing the influence of a range of interconnected contextual factors on management in Mongolia. Table X.2 provides examples of interview quotes illustrating the points made in the analysis and discussion below.
X.4.1 What is Mongolian Management?
Understandings of the notion of a 'manager'
With regards to how they understood the notion of 'manager', the participants placed a key emphasis on the roles and responsibilities fulfilled by individuals. These roles and responsibilities were shaped by circumstances within and outside organizational contexts, including social and cultural influences, as well as political and economic conditions and formal training at the start of their career. 
Understandings of the notion of 'management'
The participants elaborated on their understandings of the concept of management through discussing a variety of their own practices and experiences of management. All three groups recognized that the socio-economic and political changes continually shape how they understand and approach management. For example, socialist era managers' narratives highlighted their experience of working towards 'building Communism' during the socialist period, whereas transitional era managers stressed the need to generate income when the country entered the free market economy in the 1990s. Consequently, while older practitioners' understanding of management highlighted the importance of 'looking after people', transitional era practitioners referred to management as reactive rather than proactive by repeated references to the concept of 'survival'. In the case of non-native Mongolian managers, their understandings of management highlighted their daily practice of staff and business development, as well as the wider socio-economic issues, such as the need for a qualified workforce and stability of the legal framework in the local business environment (EX 9 and 10).
Following from the above, local practitioners' understandings of the notion of management to an extent reflect the traditional management literature that focuses on roles and responsibilities (e.g. Fayol 1916 and 1930; Mintzberg 1973 and ), while at the same time also showing affinity with more recent views of management as a practice and process (Mintzberg 2009; Watson 2013a and 2013b; Watson and Harris 1999) .
Mongolian managers' views of managerial roles
All three groups of participants made references to four key roles of managers understood as a) leading, b) networking, c) personal development and learning, and d) decision making and negotiation. Interestingly, one of the typically considered managerial role of planning (e.g. Mintzberg 1973 and Stewart 1976 ) was hardly mentioned. Instead, the roles of being a parent, applying fear and pressure, looking after people from the same county and learning by experience emerged as sub-roles discussed by the Mongolian practitioners interviewed.
The first main managerial role highlighted by participants was that of leading, which is one of the most frequently addressed in classical management literature (e.g. Fayol 1916 and 1930; Mintzberg 1973 and perspectives on the role of leading.
In particular, 'parenting' or 'being a parent' was a common phrase amongst Mongolian managers. It referred to creating a situation in the organization whereby the subordinates would feel more content and supported at work as a result of being directed and guided, be it through 'mother-like nurturing' or 'father-like directiveness'. The local paternalistic approach had mixed connotations, linking an obligation to look after descendants or co-workers to practising an autocratic, top-down management approach. A similar understanding of leading as a role which requires the fostering of individuals has been noted in indigenous management literature, for example in relation to African contexts (e.g.
Jackson et al. 2008).
All three cohorts of managers acknowledged that they exerted some form of control as part of their leadership approach. Here, socialist era managers emphasized that systematic control over financial and human resources makes effective and successful leadership possible, and leads to the achievement of results. They shared a view that the entire economy worked much better when tighter controls were in place before the transition in 1991. In contrast, non-native Mongolian managers said that they were impelled to control their local colleagues regardless of their personal preference, due to a lack of self-direction and poor performance by the local workforce (EX 13, 14 and 15).
The third sub-role that emerged from the narratives consisted of exerting pressure upon subordinates and invoking fear in them as tools to increase productivity, punctuality and/or accountability. While many of the older practitioners justified their use of pressure and fear as a matter of managers' right to be 'respected' and 'listened to', younger Mongolian managers saw pressurizing colleagues as a way of promoting self-accountability and responsibility among their staff. Similarly, non-native Mongolian managers admitted to utilizing pressure to improve punctuality, and suggested that the role of pressurizing arose from their employees' preference for being directed (EX 16). At the same time, opposing the idea of leading by control or fear, some non-native and younger Mongolian managers' accounts indicated the importance of empowerment and staff initiatives in their approach to management and leadership.
In addition to the above, networking was identified as one of the main managerial roles in the narratives. It was suggested that practitioners engage in networking in looking after 'nutgiin hun', and use it to access information and achieve results faster. In the indigenous management literature, networking is identified as a set of context-specific practices, rooted in local social and cultural traditions. As described by the managers close circles -such as those originating from the same province, commonly referred to as 'brothers from the same county' -rather than merely in relation to business-related purposes.
The narratives suggested that in the local management environment, gaining favourable access in business largely depends on 'whom you know'. Accounts of all three cohorts of managers indicated that developing extensive industry networks as well as links with politicians is one of the primary tasks of local management practitioners (EX 17 and 18). To manage effectively in Mongolia and to navigate smoothly through the bureaucratic landscape of local rules and business formalities, it is necessary to develop and cultivate mutual networks of favour exchanges. In this sense, business networking in Mongolia fulfils a role similar to that of blat in the context of (post)socialist Russia -a way of taking advantage of informal networks to facilitate and speed up business deals (Ledeneva 1998 and ).
Improving one's own skills and supporting staff's professional development as a key managerial role was also discussed by the senior managers interviewed. Many listed the rapid economic transition and changes in the business environment as the reasons why they had to improve their computer literacy, test new management methods or become entrepreneurial in business development. Particularly, older managers saw being the head of an organization as being able to guide everyone in the right direction, and meeting the expectation of having all the answers. Hence, they explained that their approach towards learning and development focused on improving their own skills, and that they saw it as the biggest challenge in their career. Similarly, transitional era and non-native Mongolian managers repeated the idea that local employees expected the manager to be able to provide answers to all questions and solutions to all problems within the organization. In the view of these two categories of participants, it was important for managers not only to learn and develop new skills themselves, but also to focus on staff development, especially to meet new business demands such as customer orientation and competence in applying internationally-recognized accounting and auditing standards (EX 19 and 20) .
The final managerial role that emerged in the narratives was that of communicating in decision-making and negotiating. Decision-making is considered one of the main roles of managers (e.g. Anderson et al. 2015; Mintzberg 1973 and , and scholars argue that approaches to communicating involved in decision-making vary in different cultures (e.g. Ang et al. 2007; Nishi et al. 2016 industry partners -an activity that proved particularly challenging for socialist era managers because under socialism decision making involved giving and receiving orders rather than engaging in a discussion (EX 24). In contrast, transitional era and non-native Mongolian managers tended to express a greater openness towards negotiation and decision-making processes, although they acknowledged that engendering honesty and openness in communication -for example with staff -was a difficult task to accomplish (EX 25).
Negotiating, then, while an important skill and role of the manager, emerged as a new and challenging competence for Mongolian management practitioners.
X.4.2 Influences on Management within the Mongolian Context
Contextual influencing factors are a well-studied area within cross-cultural management, international business and institutional theories-based approaches to management (e.g. Al Ariss and Sidani 2016; Jamali and Neville 2011; Kwon et al. 2016; Ralston et al. 1997; 2015) . Existing studies discuss the impact of a range of factors on local management, including culture (e.g. Hofstede 1984 and 2001; House et al. 2004; Schein, 1985 and , political and legal institutions (e.g. Holmes et al. 2013; North 1991; Scott 2013 ) and economic ideologies (Deeg and Jackson 2008; Friel 2011) . Research has tended to address the cultural and institutional aspects separately by focusing on either the cultural consequences (e.g. Hofstede 1984 and 2001; House et al. 2004; Schein 1985 and , the macro-level institutional influences (e.g. Holmes et al. 2013; North 1991; Scott 2013) or micro-level business-related impacts (e.g. Deeg and Jackson 2008; Friel 2011; Morgan 2007 ).
Our empirical findings point to a comprehensive set of contextual factors that influence management in Mongolia: from the traditional nomadic culture, to past and present economic ideologies, to societal trends and local politics. The perceived salience of various contextual influences on Mongolian management -and how it is understood -emerged as being related to three temporal phases: before, during and after socialism.
Traditional nomadic culture
In participants' views, management during the pre-socialist period was heavily influenced by 
The socialist legacy
Following the influence of culture, the second recurring theme in practitioners' narratives was the influence of the socialist legacy. For example, the effects of a centrally planned economy and inherited habits in relation to planning and communication are still ingrained in Mongolia, according to local practitioners.
The notions of 'employer' and 'employees' first emerged when Mongolia became a socialist country in 1924. During socialism, groups of nomadic families formed collective farms, called a negdel, supported by a cooperative transport and agricultural system (Humphrey and Sneath, 1999) . In urban areas, communist principles and collective ethics were observed in workplace organizations (Dalaibuyan, 2012) , and Hamt olon, a workplace collective, played a key role in social life. The narratives of all three groups of managers in Mongolia suggested that maintaining a good collegial relationship remained one of their key roles (EX 29).
Moreover, some practitioners' approaches to leading were reflected by the values of a socialist work code of conduct. During socialism, darga, pl. darguud -'masters of the urban landscape' -became the power term to describe leaders in collective farms (negdel), organizations and institutions (alban baiguullaga) (Zimmerman 2012, 84) . Some accounts suggested that the expectation of being directed and having decisions made for them by a darga-style leader, coupled with a habit of poor self-accountability, remained strong among Mongolian employees (EX 30). The darga approach to leadership can still be found in Mongolian organizations also because those, who used to be junior managers during the socialist era, are today's top executives in the private sector or government.
Younger Mongolian and non-native participants emphasized the deeply rooted influence of the socialist legacy in local management despite the growing effect of FDI, the increasing number of foreign firms and graduates with overseas qualifications (EX 31). Some narratives touched upon the educational system of Mongolia as part of the remaining socialist legacy in local management. Transitional era managers, who studied for business degrees locally, criticized the irrelevance of the curriculum to their current practice, whereas nonnative Mongolian managers observed the incongruity between qualifications and skills in their younger employees.
Western management knowledge and 'market forces' ideology
Empirical findings also indicated strong links between Mongolian management practice and the current market economic conditions. Specifically, the narratives suggested that Western management techniques are becoming more popular due to the demands of working with foreign investors, entering an international market and managing a younger workforce with overseas experience (EX 32 and 33). Altogether, the narratives pointed to the development of hybrid approaches and management practices which combined socio-cultural and institutional effects (e.g. Al Ariss and Sidani 2016; Ralston et al. 1997 Ralston et al. , 2008 Ralston et al. and 2015 . A tendency towards reliance on informal networks, and 'last-minute' planning and decision-making were results of their nomadic heritage and reliance on the socialist 'centre', whereas the newly-arrived capitalist ideals and norms have introduced notions of inter-and intra-organizational competitiveness, as well as working to international accounting and auditing standards.
Evolving financial and political institutions
Beyond 
X.5.2 Implications for managers
The empirical material has highlighted the existence of tensions to which managers at different levels and of different profiles are exposed on a daily basis. On the one hand, The analysis presented in this chapter allows for drawing a number of implications for managers and other organizational stakeholders, whether native or non-native Mongolian.
The empirical material has provided a plethora of examples evidencing the challenges of managing in Mongolia, not least due to the underlying dynamics of local political, economic and socio-cultural changes that contribute to its complex nature. While the environmental uncertainties are inherently difficult to address, Mongolian practitioners would benefit from systematic approaches to problem-solving and analysis. The ad hoc, last minute decisions that are common in Mongolian organizations at present bring the danger of overlooking significant trends and phenomena affecting mid-to long-term business activities. Adopting more structured ways of appraising the current situation would enable managers to shift to a less reactive and chaotic approaches to practising management and making decisions.
Further, the study has demonstrated that there are significant differences in approaches to communication between older and younger managers, as well as managers who studied overseas and those who had graduated from local universities. The differences between socialist and transitional era managers are particularly complex. Socialist era managers tend to adopt a 'top to bottom' approach to communication, and exhibit a preference for hierarchal decision-making. By contrast, younger managers are more likely to adopt a two-way communication style and to encourage employees' participation in decisionmaking. In order to develop successful collaboration between potential and existing business partners in Mongolia as well as foreign firms, it is essential to establish effective communication between different generations of Mongolian managers.
The empirical findings suggest that non-native Mongolian managers' knowledge about the local management practices is, in general, limited due to the lack of studies addressing the Mongolian management context. Considering the significant influence of both past and present contextual factors on management in Mongolia, it is therefore important for non-native managers to familiarize themselves with locally meaningful knowledge, including the nomadic culture and traditions, and the way in which these influence ways of working and managing in contemporary Mongolia. Understanding locally meaningful constructs will help non-native managers to develop a better understanding and rapport with their local colleagues and business partners.
Non-native practitioners should also be aware of the continuing influence of the legacy of socialism on management in Mongolia. The socialist approach to managing and organizing still manifests itself in, for example, the bureaucratic processes associated with registering and conducting business, and in top-down autocratic approaches to leading within organizations, especially where leadership roles are fulfilled by managers who started their careers during the socialist era. Understanding the present impacts of socialism on management will enable non-native managers to navigate more effectively through the local institutional and business landscape.
In addition, the empirical material has shown a disparity between the expectations of native and non-native Mongolian managers in relation to work performance, competence and self-initiative. In particular, non-native participants expressed their frustration over the lack of professional competence locally. It is important for both native and non-native Mongolian managers to be conscious of the multi-faceted challenges faced by all stakeholders within the turbulent Mongolian economy, and to address the development of skills constructively and collaboratively, towards the implementation of international accounting and auditing standards, as well as advanced technologies in the Mongolian context.
X.5.3 Implications for political authorities
There is a need for political institutions in Mongolia to focus on stabilising the local business environment by ensuring consistency in the local parliament and legal frameworks. It is also important for the local government to work towards improving the dialogue and communication with businesses and industry leaders to provide more support to SMEs and the private sector. Within the last ten years the private sector has become the largest employer and contributor to the local economy (National Statistical Office 2016). However, as the empirical material has indicated, there is very limited support and cooperation from local government for Mongolian organizations. By engaging in closer relations with industry leaders, government ministers will gain a better understanding about the needs and demands of the business environment. Overall, the mutual understanding and collaboration between government and businesses will help formal institutions create a more supportive business environment, as well as contribute to the local economy.
